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U. S. Departnent of Justice
Federal Bureau of Prisons

Operations e
Memorandum

| nvest nent Managenent

EXPI RATI ON DATE: 11/7/ 2003

1. PURPCSE AND SCOPE. To ensure that the Bureau' s Information
Technol ogy | nvestnent Process conplies with the Information
Technol ogy Managenent Reform Act of 1996. The process descri bed
within this Operations Menorandum applies to those information
technol ogy investnents that are funded by appropriated (Bureau of
Prisons) and non-appropriated (Federal Prison Industries) nonies.

o Thi s i nvest nent managenent schene does not apply to
t hose projects that are designed to enhance and
mai ntai n exi sting systens.

The dinger-Cohen Act (the Information Technol ogy Managenent

Ref orm Act of 1996) requires that executive agencies adopt a

di sciplined and integrated approach to I T managenent that focuses
on:

per f or mance,

capi tal asset planning,
acqui sition managenent, and
accountability.

00O O

The Act further directs each executive agency head to design and
i npl ement a process to maxi m ze the val ue and manage the risks
associated wth IT invest nents.

The provisions of this OMw ||l be issued as a Program St atenent.

2. PROGRAM OBJECTI VES. The expected results of this program
are:

a. Al new Information Technology (IT) initiatives and
i nvestments of $750,000 or nore will be nanaged under the
I nformati on Technol ogy | nvest nent Managenent (1 TIM process.



OM 036- 2002 (1200)
11/ 7/ 2002
Page 2
b. Al collaborative “e-governnent” investnments involving
mul tipl e Departnment of Justice conponents or Executive Branch
agencies will be managed under the | TIM process.

c. Formal procedures for the selection of IT projects wll be
enhanced.

d. Al IT proposals will be directly related to the Bureau’'s
busi ness requirenents.

e. |IT investnents managenent will be controlled effectively.
f. ITinvestnments will be evaluated and validated effectively.

g. The Departnent of Justice Systens Devel opnent Life Cycle
met hodol ogy wil|l be used to manage each |IT investnent.

3. DI RECTI VES REFERENCED

DA Order 2880.1A Information Resources Managenent

(3/5/01)
Executive Order 13011 Federal |Information Technol ogy
(7/16/96)

OMB Circular A-11 Preparati on and Subm ssion and Execution
of the Budget (6/27/02)

OMB Circular A-130 Managenent of Federal |nformation
Resources (11/28/00)

| nformati on Technol ogy Managenent Reform Act of 1996
The Governnent Performance and Results Act of 1993
The Governnent Paperwork Elim nation Act of 1999
The Conputer Security Act of 1987

4. STANDARDS REFERENCED. None

5. ROLES AND RESPONSI BI LI TI ES

a. Bureau of Prisons Executive Staff. Their responsibility in

this process is to review, approve, and rate significant IT
proposals. 1In addition, the Executive Staff wll review

sem annual |y, the status of information technol ogy
initiatives that have been approved for funding.
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b. Informati on Technol ogy | nvestnent Process Manager (ITIPM.
The ITIPMw Il coordi nate the devel opnent and subm ssi on of
i nformati on technol ogy proposals and status reports to the
Executive Staff.

c. Information Technology Initiative (1TlI) Sponsor. The
sponsor of an information technology initiative is an
Executive Staff nmenber who has brought an information
t echnol ogy proposal before the Executive Staff to approve or
di sapprove.

d. Integrated Project Team (I PT). This interdisciplinary team
w Il consist of a | east one representative fromeach of the
foll ow ng areas:

(1) the requesting program area (Division),

(2) the IT staff of the Information, Policy, and Public
Affairs D vision,

(3) the Security Prograns Secti on,

(4) the Procurenent and Property Branch in the
Adm ni stration D vision, and

(5) a Bargaining Unit representative.

This teamw || apply a Systens Devel opnent Life Cycle
nmet hodol ogy to devel op a conplete IT proposal for the
initiative that the Executive Staff has approved.

6. THE | NVESTMENT MANAGEMENT PROCESS. This process consists of
four phases:

o) Initial Concept. Provide justification for a proposed
| T i nvest nment.

o) Select. Determne the nost worthwhile projects through
a systematic, structured review of new and ongoi ng
i nvestnents.

0 Control. Manage the inplenentation of investnents
effectively to ensure they deliver the benefits
prom sed.

o) Evaluate. Validate that the investnents deliver what

IS expected.

7. I NITIAL CONCEPT PHASE. All proposals for I T automation

opportunities will be coordinated with the ITIPM which wll
provi de gui dance to the sponsor’s initiative in devel oping a
justification for the Executive Staff’s revi ew
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The justification should not be nore than four pages in length
and nust contain the follow ng:

o) a concise statenent of howthis IT initiative wll
support or further one or nore of the Bureau s
strategic goals.

O

a conci se description of the existing problem and how
the ITinitiative would mtigate or serve to resolve
t he probl em

The I TI sponsor (hereinafter “the sponsor”) will submt the
proposal as an initial concept paper to the Executive Staff for
approval .
0 If the initiative is approved in concept, an IPT w |
be selected to pursue further the proposal’s
devel opment as a detail ed busi ness case.

8. SELECT PHASE. In the Select phase, the IPT wll devel op
possi bl e operational alternatives for concept delivery and
provi de nmeani ngful evaluation criterion. The IPT will advise the
sponsor concerning each option’s potential. The sponsor w ||
recomend the nost viable option to the Executive Staff for
approval. Potential approval of the best alternative should be
based on consi deration of:

return-on-invest nent,

risk mtigation
benefit/cost analysis, and
ot her perfornmance neasures.

o000 O

In light of the analysis the |IPT provided, the sponsor wll
further develop the nost promsing alternative into a fornmal
i nvest ment proposal .

The proposal nust contain clear, outcome-based, performance
measures that describe the scope of the problem (i.e., nunber of
staff resources devoted to a specific task, tinme required to
conplete a transaction, potential for error, etc.). A proposed
aut omat ed sol uti on nust include expected outcone neasures.

The sponsor nust show clearly that a new technol ogy investnent
w || add value to re-engi neered busi ness processes that are
designed to i nprove the Bureau’ s m ssion perfornmance.

Any formal investnent proposal submtted to the Executive Staff
for potential approval, nust include:
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o The project’s total |ife-cycle cost fromacquisition,
mai nt enance, technol ogy refreshnent, and di sposal.

o A proposal for nodul ar devel opnent, if it is
technologically feasible, to reduce risk and get early
benefit fromthe initiative.

o A concept of design and operation.

5 | dentification of products that are commercially
avai |l abl e that neet the proposed investnent’s
obj ecti ves.

o} A proposal for a pilot study of the investnent (of each
nodul e if possible) before it is put into production in
order to receive user feedback concerning ease of use
and requirenments refinenent.

o} Definitions of perfornmance neasures to ensure
meani ngf ul eval uati ons can be conduct ed.

0 A statenent describing the systemarchitecture and
security requirenents conpliance.

0 A statenment describing the results of a “Privacy Act”

I npact assessnent.

9. SPECIAL EXHIBITS. [If the proposal’s cost is expected to
exceed nore than $10 million annually or cost $50 mllion over
its life cycle, the I PT nust conplete an Exhibit 300 “Capital
Asset Plan” as described in OMB Crcular A-11 and the Departnent
of Justice’s Exhibit 300 Capital Asset Plan Preparation Cuide
(see Attachnment A). The Bureau's Chief Information Oficer (ClIO
must sign the Exhibit 300 after conpletion.

This exhibit will becone part of the Bureau’ s budget subm ssion
to the Departnent of Justice and the O fice of Managenent and
Budget .

| f the Executive Staff approves the proposal, the ITIPMw |
assi st the sponsor of the investnent and the IPT to proceed to
the Control Phase of the investnment process. |f the Executive
Staff di sapproves the proposal, the requesting programarea wll
be formally notified.
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10. CONTROL PHASE. In the Control phase, the sponsoring program
area, in conjunction with the ITIPM and the | PT s assi stance,

pl ans for, acquires, and deploys approved IT investnents in
accordance wth performance-based and nodul ar contracting
incentives. The first step in the CONTROL PHASE is for the

proj ect manager to develop a Project Plan. Both the project
sponsor and the Bureau’'s Cl O nust approve this plan. The next
steps of this phase are as foll ows:

o) Initial Concept Phase presunptions are reviewed prior
to procuring the investnent. Prudent contracting and
risk mtigation are used during contract solicitation
and award to limt costs.

O

When comrercial or non-devel opnental itens are
unavail able, the IPT will pursue Iimted devel opnent
work using either a prototype or pilot project.

Al though limted devel opnent still poses nore risk to
successful contract conpletion than a project needi ng
no devel opnent, it does not endanger the success as
much as full-scal e devel opnent all at one tine.

O

Normal Iy, full-scale devel opnment shoul d be considered
only when it prom ses exceptionally high returns for
achieving strategic goals if it is successful. Full-
scal e devel opnent will not be used if it will cause the
Bureau to reduce service or increase costs if it is not
successful .

Progress toward conpleting each project will be reported to the
Executive Staff tw ce each year. Progress reports wll be
submtted to the Program Review Division for inclusion in the
Executive Staff notebooks for sem -annual reviews.

The Bureau’'s Executive Staff will review and approve all projects
(those under devel opnent and those that are operational) in the
Bureau’s Information Technol ogy portfolio annually as a re-
val i dation of appropriate and relevant IT investnents.

11. EVALUATION PHASE. In the Eval uation phase, the system s
current condition and perfornmance are evaluated during a
managenent - i n-use phase invol vi ng:

oper ati onal anal ysis,

an i ndependent Post- I npl enentation-Review (PIR), and
user surveys and other pertinent nmeasures that were
defined in the Select Phase.

OO On
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These eval uations are submtted to the sponsor for review and
approval prior to being submtted to the Executive Staff for
consi derati on.

o The intent of these evaluations is to determ ne the
systenmis current condition and suggest changes, funding
recommendations, or |essons |earned for the IT
i nvest ment process.

O

The eval uations may al so indicate that the systemw |
not nmeet initial expectations and its disposal should
be considered. Planning is required for the systenis
di sposal. Strategic plans will be consulted to
determ ne whet her or how to replace the system

If the Cl O recommends, and the Executive Staff approves, the
system s disposal, a plan for disposal nust be drafted that
considers the characteristics of the assets and whether mgration
to new technol ogy is required.

o) The | TIM Eval uati on Phase concl udes the I T devel opnent
effort by conparing the actual results against
estimates nmade during the Sel ect phase to assess
performance and identify areas where future deci sion-
maki ng can be i nproved.

The Eval uati on Phase applies to both newy approved systens and
established systens that are currently in operation.

/sl
Thomas R Kane
Assi stant Director
I nformation, Policy, and
Public Affairs D vision



